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Chapter I
Introduction

Kirchhoff & Associates wasretainedby the City of Fresno to conduct an organization
structurereview of the Department of Public Works. Members of the consulting team
have considerable experience as public works directors andcity managers in cities
throughoutthecountry.They arealsoexperienced with municipalitiesthat have faced the
challengeofmanycomplexcapitalprojects,includingaprofessionalbaseballstadium.
Thisreportincludesthefollowing chapters:

• ChapterI — Introduction— Thischapterprovidesabriefdescriptionofthe
studyincluding backgroundinformationandthestudyobjectives.

• Chapterfi — OrganizationProfiles— This chapterbriefly describesthe
divisionswithin thePublic WorksDepartmentin termsoftheir current
organizationandservices.

• ChapterIII — CapitalProjectsandGrowth— This chapterdescribesthe
impactthatcurrentandfuture capitalprojectswill haveon theplanning,
constructionmanagementandinfrastructuremaintenanceoftheDepartment
ofPublic Works.

• ChapterIV — OrganizationalCultureandSuccessionPlanning — This
chapteris devotedto adiscussionoftheimportanceofchangingthe
organizationalculturewhenre-structuring.Successionplanningis also
reviewed.

• ChapterV — GeneralFindingsandRecommendations— Thischapter
containstheconsultant’sfindingsandrecommendationsfor improvement.

Background

The City of Fresno is the countyseat of FresnoCounty. Occupyingapproximately102
squaremiles,it is locatedin centralCaliforniaapproximately185 miles southeastofthe
City of SanFranciscoand219miles northoftheCity ofLos Angeles. TheCity of
Fresno,with agrowingpopulationof427,652,is thesixth largestincorporated
communityin theStateof California. City plannersforecastapopulationof 534,600in
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2005 nd approximately578,000by 2010.TheCity is afull servicemunicipalitywith a

work force of approximately 3,670.

The City operates undera strongmayorform ofgovernmentassistedby aprofessional
city managerresponsiblefor theCity’s operatingdepartments,includingtheDepartment
of Public Works. The City has a strong traditionof appointing qualified professionals to
manage its departments and other work units.

The Department of Public Works is one of the City’s largest departments and is
responsible for general engineering functions,capitalmanagement,traffic engineering
andoperations andstreetmaintenance.The Department of Public Works employs
approximately 250 employees.

Objectivesand Scope Cr
The City Manager identified several objectives to be achieved by the Organization ‘I
StructureReviewof the DepartmentofPublic Works. They areto evaluate:

• The capacity of the current Director to effectively manage the department; (

• The overall quality of the managers andsupervisorswithin thePublic Works

Department;

• The need for succession planning;

• Training;

• The organizationcultureandworkethicofthestaff;

• Theorganization’sexistingstructureto determineif personnelarebeingutilized
in themostefficientmannerbasedon themissionoftheDepartmentofPublic
Works;

• Workloadcapacity;

• TheDepartment’scapacityfor handlinganincreasingvolumeoflargeand
complexcapitalprojects;

• Thepoliciesandproceduresto identify any revisionsthatmaybenecessaryto
meettheDepartment’sneeds;and,

• Recommenda staffingplanto managethestadiumconstruction.

8



Study Approach

In responseto the City Manager’s request for informationandassistance,Kirchhoff&
Associatesutilized adetailedworkplandesignedto addressthestudyobjectives.The
workplanis a seriesoftasksandsub-tasksgroupedinto threeprimarycategories;data
collection,analysis,andreporting.Thespecificactivitiesconductedasapartofthese
categoriesaredescribedbriefly below:

Data Collection

Thedatacollectionprocessincludedseveralspecificactivitieswhich isbriefly described
below:

• Employee Interviews — At the beginning of thisphaseofthe study, the
consultantmetwith anumberofemployeesandsupervisorsin the
Department of Public Works on an individual basis. The consultantalso
metwith theCity Manager,AssistantCity ManagerandDirectorofPublic
Works. Other individuals,suchasthe PurchasingManager,theChairman
oftheStadiumAdvisory Committeeandrepresentativesfrom theBuilding
IndustryAssociationmetwith the consultant

• Collect Documents— Duringtheinitial interviewingphasetheconsultant
collectedavariety ofdocumentsandtypesofinformation for usein the
analysis. Thesedocumentsincludedbudgets,revenuebonding
documents,demographicreports,personnelrules,evaluationforms,
censusinformation,growthprojections,capitalimprovementsstatus
reports,theoperatingrulesandproceduresmanualfor theStreets
Division,a varietyofpositiondescriptions,projectprojections,and
specificationstandards.Additionally, someofthoseinterviewedwere
providedwith adetailedquestionnaireto completeandreturnto the
consultant.Thequestionnaireis confidentialandis intendedto obtain
input from the staffregardingtheirperceptionsofthedepartmentandthe
way it is operated.

• OperationsQuestionnaire— On arandombasissupervisorsand
managerswithin theDepartmentofPublicWorkswereprovidedwith a
detailedoperationsquestionnaire.Thepurposeofutilizing this instrument
wastQ obtaindirectinput andideasfrom employeesregardingmatters
suchasperformancemeasurements,re-structuring,projectmanagement
andtraining. A copyofthis documentis containedin thereport’sTableof
Exhibits.
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Analysis

TheOrganizationStructureReviewincludesavarietyofanalysesfocusedupon the areas
in the objectivesandscopeofwork identified by the City Manager. It included an
analysisof:

• Currentandfuturedepartmentalworkloads;

• Organizationstructureandcapacityto absorbadditionalwork;

• Useoftechnology;

• Workloadindicatorsandperformancemeasurements;

• Policies,proceduresandstandardspecifications;

• Internalcommunications;

• Training;and,

• Performanceevaluations.

Observationsand SiteVisits

Theconsultantvisitedworkstations,facilities andprojectareas. In addition to visiting the
majorfacilities,theconsultantobservedtheworkof streetmaintenancecrewsandtraffic
signal repairoperations.A considerableamountoftime wasspentin theDepartment’s
primaryoffices locatedon thefourthfloor atCity Hall. Thepurposeof thiswasto
observethework ofemployeesandtheirsupervisorsin orderto understandthe
environmentthat affectstheirworkproductsandproductivity.

Reporting

TheOrganizationStructureReviewwork planincludedthepreparationofa DraftFinal
Reportaftercompletionofthedatacollection,interviewingandobservationswork. The
Draft FinalReportis intendedto bereviewedby theCity Manager,ProjectManagerand
PublicWorksDirector. Prior to preparingtheDraft FinalReporttheconsultantwill
providetheProjectManagerwith apartialDraft Reportforhis input. After appropriate
reviewtheFinalReportwill beprintedandprovidedto theCity Managerandhis staff.
TheFinal Reportwill discusstheDepartmentofPublicWorksasit currentlyexistsand
makerecommendationsfor improvements.
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Chapter II
Organization Profiles

Thischaptercontainsbriefdescriptiveprofiles ofthe Department ofPublic Works
organization.Thepurposeoftheorganizationprofile is to provideabasefor thô analysis
and recommendationscontainedin Chapter V oftheDraft Final Report. The profiles of
eachsectionoftheDepartmentofPublicWorksarebriefandmeantto document
organizationstructureandto provide a very briefsummaryofthe serviceseachDivision
provides.

Organization Overview

The Public Works Departmentconsistsoffour operating divisions: Engineering, Capital
Management,Traffic Operations,StreetsMaintenance;andtheAdministrativeServices
Division. The Department
employsapproximately 250 ____________________________________________
peopleandwhilehead- Exhibit Il-ADepartment of Public Works
quartered at City Hall, Organization Chart
it alsooperatesfrom other
facilitiesthroughoutthe I Director of Public 1~r~
City. Theorganization Works

structureoftheDepartment
is illustratedin Exhibit 11-A.

Whiletheprimaryrespon -__________________ _________ _________

sibilities oftheDepartment
are
engineeringandconstruction
management,it doesoperatea
streetmaintenanceandrepairprogram. Manytypicalpublic works typeactivitiessuchas
solidwastehaulingandfleetmaintenanceareassignedto otherCity departments.
AmongthemajorchallengesfacingtheDepartmentofPublicWorkswill be the
constructionofthebaseballstadiumandarecordnumberof capitalprojects.

f—I Admlnistrationj.

Traffic
Operations

capital -

Management f~
Streets

Maintenan~J
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Administrative Division

TheAdministrativeDivision hasthe responsibility for monitoring the complex fiscal
mattersofthePublicWorksDepartment,includingbudgetdevelopment,fund
managementandpayroll. This division,with astaffofapproximately10,assiststhe
operating divisionswith IT matters,capital program development,fundauditsand
recordsmanagement. The administration ofbusinessapplicationsand grantattaimnent
effortsareotherexamplesoftheworkproducedby theAdministrativeDivision. The
formulationoflong-rangegoalsfor theotherdivisions,affirmativeaction,safety
programsandcontractupdatingareamongthetasksperformedby theAdministrative
Division. In conjunction with the FinanceDivision ofthe Departmentof Administrative
ServicesandtheEngineeringDivision, the AdministrativeDivision hasdevelopeda
processthe keepthe UGM current and to comply with GASB 34 requirements.Exhibit
Il-B illustrates the organizationofthisdivision.

Engineering Division

TheEngineeringDivision is supervisedby theCity Engineer. TheDivision consistsof
five sections:theSubdivisionEngineeringServicesSection,theDesignServicesSection,
theSpecificationReviewSection,PublicRightof Way ServicesSectionandthe
TransportationStudiesandGrantsSectionwhich is responsiblefor anticipatingthe
community’sfUture needs.This Sectionalsofunctionsastheliaisonto theDevelopment
Department.

In additionto managingtheundergroundutility districtsandadministeringtheUGM
process, the Engineering Division checksall public improvementsexcepttraffic signals,
andissuesstreetandutility permits. Additionally theEngineeringDivision servesasthe
City’s in-house consultant on major capital improvement projects. Subdivision design
andtheplanning,designing,recording,andmappingofCity utilities aredoneby the
Division. A majorfocusofthis divisionis to continuetheimplementationofthe

(
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infrastructureinformationautomation programTheEngineeringDivision is authorized
approximately40 employees.Exhibit 11-C showsthe currentorganizationalstructureof
theEngineeringDivision

Capital ManagementDivision

All project managementfor capital projects is provided by the Capital Management
Division which employsapproximately 63 engineers,technicians,surveyors andsupport
personnel.Exhibit ll-D illustratestheorganizationalstructureof thisDivision.
Capitalprojectsaremanagedfrom their inception to complettonby the Division.
TheDivision alsoprovides _________________________________
engineeringinspectionand Exhibit li-I)
surveyservicesto otherCity Capital Management
departments.TheDivision Organization Chart
hasapproximately100 different ______________
projectswhichhavean City construcuon

estimated value of more than $150 ~ -~

million. CurrentlytheDivision is - -

administeringcontractsfor 32 Project :-. Special Inspeclion &

projectstotalingover$71 million Management Projects Survey

in value. -

TheCapitalManagementDivision utilizesaprojectmanagementdatabasedesignedto
provide its staffwith specificprojectdataandtrackinginformationfor bothongoingand
plannedprojects.Theseprojectsvary in complexityandsizeandincludesworkatthe
baseballstadium,FresnoYosemiteInternationalAirport, thewastewatertreatmentplant,
Shaw-MarksRailroadgradeseparation,the landfill closure,theregionalPark/Sports
ComplexandthePilibos SoccerPark.
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Traffic OperationsDivision

TheTraffic OperationsDivision managestheCity’sparkingprogramaswell as
conductingdatacollectionstudiesandtheregulatoryfunctionsnecessaryto facilitatethe
movementof traffic. The
Divisionconductsfield
analysisandtimingand
traffic studiesto provide
the basisfor the improve-
ment or changesto the
traffic system.The
Division will managethe
newTraffic Operations
Centeronceit is completed.
CommunityParking, Central
AreaParkingandCity Hall
Parkingaresub-unitsof this
Division. Parkingcontrol,
revenuecollection,meter
repair,andparkingpermits
andcitationsaretherespons-
ibility of thisDivision which
is organizedasillustratedin
Exhibit ll-E.

StreetsMaintenanceDivision

TheStreetsMaintenanceDivision consistsoffoursections:StreetsMaintenance,
ConcreteRepair,PaintandSignsand
Traffic SignalsandMain -__________________________________
tenance.Exhibit lI-F illustrates Exhibit li-F
theorganizationoftheStreets
MaintenanceDivision. The
Division employsapproximately

I Streets Maintenance
106 maintenanceworkers, [ Manager 1

techniciansandsupervisors. ~ ... -

TheTraffic andSignalSection _________ _________ _________ _________

maintains471 traffic signals Streets ~- [ concrete 1~I Pai & ~ . Traffic Signals
Maintenance I Repair ~- n gns -. & streetlights -andover40,000streetlights i _________ _________ _________

Thejurisdictionsof Clovis,Fowler,Kingsburg,SangerandtheCountyofFresnoarc
supportedby this unit. Sidewalkmaintenance,railroadcrossings,streets,curbs,gutters,
drainagesystemsandalleysaretheresponsibilityoftheStreetsMaintenanceDivision.

(.

K

I

Exhibit II-E
Traffic Operations
Organization Chart
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Stadium Construction Management

Althoughnot anoperatingdivisionoftheDepartmentof Public Works,thecomplexityof
constructinga Triple A leaguebaseballstadiumin thedowntownwarrantsthe
Department’shighestattention. TheCity hascreateda StadiumAdvisory Committeeto
overseethis projectandassisttheDepartmentof PublicWorksconstructionmanagement
team. Exhibit II-G illustratesthecurrentmanagementstructureforthestadiumproject.

Exhibit II-G
Stadium Construction

Organization Chart
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Chapter III
Capital Projects and Growth

In this chapterwewill briefly discussthegrowthofcapitalprojects in aneffort to
understandtheir impactandabetterwayfor theirmanagement.It is significantto note
thattherelatively newPublicWorksDirectorhasdevelopedavery comprehensive
reviewof City capitalprojects,usingfive differentcriteria: capitalprojectscurrently
underconstructionandcompletedthisfiscal year;capitalprojectsbyinfrastructuretype;
capitalprojectsby council district; capitalprojectsby projectmanager;and,capital
projectsto be advertised.Additionally,theStatusofCapital ImprovementsReport
identifies theproject managerso that accountability and responsibility can be clearly
identified. While commonplacein public agenciesresponsiblefor a large number of
capital projects, thisimportantmonitoringprocessisa newconceptfor the City’s
Department ofPublicWorks. The absenceof thismanagementtool hasbeendetrimental
to the constructionmanagementeffortsoftheCity in pastyearsandis an indicatorof
howthingswerepreviouslymanaged.

BecauseoftheCity ofFresno’scurrentandprojectedsize,bothin termsofpopulation
andterritory, theability to effectivelymanagea widearrayofcomplexcapitalprojects
will increasein importanceandbecomeevenmore difficult. ThecurrentDirectorof
PublicWorksis capableofthisif heisprovidedwith thenecessarytools. Thetimeframe
from conceptionandfinancing,to designandconstructionismeasuredin yearsrather
thanmonthsandtheneedfor capableandenergeticprojectmanagersin theDepartment
ofPublicWorks cannotbeunderstated.

Currently,theDepartmentofPublicWorksis responsiblefor approximately30 projects
currentlyin constructionvaluedat $70million. Within thenextyearorsotheDepartment
will bemanagingprojectshavinganestimatedvalueof $120million. Amongthese
projectsis the constructionofthebaseballstadium,aprojectwhich is not only complex,
but onewhichmustbecreatedandmanagedon time underintensepublic scrutiny.As a
benchmarkfor therequiredstaffmg,it is agenerallyacceptedstandardthat asingle
engineershouldbecapableofmanaging$3-4million in projectvalue.Whenconstruction
projectsincreaseat this level theyrequirea highly skilled teamofengineers,motivated
managersandsophisticatedmanagementsystems.Thelackofanyofthesewill resultin
highercostsincurredby thetaxpayercausedby higherbids, changeordersandcost
overruns,or schedulingdelays. Exhibit Ill-A illustratestheestimatedgrowth in capital
projectsover thenextyear.
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The City of Fresnoisalargecity by anystandardsandisgrowingrapidly. Therewill
alwaysbelarge,importantand politically sensitivecapitalprojectsonthehorizonthat
will demanda nimbleandresponsiveDepartmentofPublic Worksto movethemfrom
conceptualdesignto completionin thetimeframesestablishedby thepolicymakers. A
slowresponse,lackofsupervisoryaccountability,cross-purposeobjectivesand - --

organizationalconfusionof any degree will no longerbeacceptablebecauseofthe C
inevitablepressuresresultingfrom thenumberofprojectsin thepipeline.

I
To a very greatextenttheCity ofFresno’seconomicfuture i~dependent upon the
capacityoftheDepartmentofPublic Works to manageboththeexistinginfrastructure
andnewcapitalprojectsin anefficient andlow-costmanner. Redevelopmentprojects,
industrialcapacity,housingavailability,peopleandvehicularmovement,jobsand
communityamenitiesareamongtheactivitiesthataredirectlydependenton thequality
ofservicesthattheDepartmentofPublic Workscan,or cannot,deliver. Theimportance
of experiencedengineers,qualitysupervisors,competentprojectmanagersandvisionary
executivesin this critical activity oftheCity cannotbeoverstated.

In summary,thenumberandsizeofmajorcapitalprojectstheDepartmentofPublic
Workswill be managingwill requirea significantchangein thein thewaybusinessis
beingdone. TheDepartmentofPublicWorkswill haveto moveveryrapidly from its
currentmodel,which is bureaucraticandprocessdriven,to onewhichis groundedin
timely andcost-effectiveproductdelivery. TheorganizationalcultureoftheDepartment
ofPublicWorksneedsto be re-shapedto accomplishthis.

18
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Chapter IV
Organizational Culture and

SuccessionPlanning

In this chaptertheconceptoforganizationalcultureandtheneedto re-shapeit in the
Departmentof PublicWorks isdiscussed.It is theconclusionoftheconsultantthatwhile
the existingstructureof theDepartmentofPublicsworksis basicallysound,requiring
fine-tuningonly, thebulture ofthe organizationneedsto be over-hauledif the
Departmentis to successfullymeetthechallengesofthefuture. Alignedwith thisis the
needto have in placea successionplan that will servethe needsofthe Department as it
growsandturnsover personnel.

Organizational Culture

Organizationalcultureis “the way thingsgetdone” in aprivatecorporationor
governmententity. The City ofFresno’sDepartmentofPublicWorkshasits own
organizationalculturewhichhasbeenestablishedoverthemanyyearsofits existence.
With theexceptionof theStreetsDivision, thereis a“bureaucratic”valuesystemthatis
pervasivein thePublicWorksDepartment.Withoutapositivevaluesystem,it is this
negative“bureaucratic”attitudethatdefineswhatis requiredofoneto work in the
Department.It is clearthatthecurrentvalue systemneedsmodificationif the
Departmentis expectedto successfullymanageits currentandfuture projects.

Whetherweakorstrong,culturehasapowerful influencethroughoutanorganization.It
affectspracticallyeverything— from whattime work starts,howlong thework day is,
who getspromoted,whatdecisionsaremadeby whom,productivity,andhow employees
relateto theircitizensandthecommunity. A strong,positivecultureis apowerful
managementleverfor guidingbehaviorbecauseit helpsemployeesdo theirjobs in two
ways. First, astrongcultureis asystemof informal rulesthat spellsouthow employees,
supervisorsandmanagersareto behavemostofthetime. By knowingwhat is expected
ofthem,employeeswill wastelittle time in decidinghowto actin a givensituation. The
StreetsDivision’s cultureis anexcellentexampleofthis. The rulesareclearandenforced
with fair rewardandjustpunishment. Supervisorsandtherank-and-filearctreatedthe
samewith respectto jobexpectations.A strongworkethicpermeatestheworkforceof
thissub-organizationandits supervisorypeoplewalk thetalk.
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Second,a strongandpositivecultureenablespeopleto feelbetteraboutwhatthey do, so
theyaremorelikely to workharder. It isestimatedthatacompanycangainasmuchas
two hoursofproductivityperemployeeperdaywith astrong,positiveorganizational
culture. Becauseworkplaceculturehassuchaprofoundimpacton employeesandtheir
productivity, a negativeculturewill greatlydiminishthe organization’s capacity for
performance.It is for thesereasonsthat the solution to most organizational problems is
not re-structuringthe organization’shierarchy of duties,but rather the re-structuring of
theorganization’sculture. Suchis thecasewith theDepartmentofPublicWorks.

The Department ofPublic Works Organizational
Culture r

Therelatively newDirectorofPublic Worksisworking hardto changetheDepartment’s (
organizationalculture. He is doingtheright thingsby attemptingto sethigherwork
standards,assigningaccountabilityandresponsibility,developingperformance
measurementsandregainingapositivecustomer/clientorientation. Hehasenergetically
approachedthe difficult processofchangeand leadsby exampleandeffort.

As is alwaysthecasewith abureaucracy,changeis difficult becausetherearemany
inhibitorsandpointsofresistance.In additionto thenormalbarriersto changein any
organization,abureaucracyisevenmoreformidablebecauseofthe“civil service”
mentality,antiquatedworkplacerules,inhibiting personnelregulationsandadeferenceto
longevityandtenureratherthanperformanceandproductivity. Unfortunately,amongthe
keysupervisors,managersandprofessionalsareasufficientnumberwhonotonly prefer
thestatusquo butareresistingchangein bothsubtleandovertways.Some,who
haveworkedfor manydifferentdirectorsandcity managers,believein thetime-tested
bureaucraticreactionto change— hunkerdownandthewindsofchangewill eventually
blow over.

While therearemanystrongperformersand solidwork units within theDepartmentof
Public Works,thereis alsoaneedfor culturemodification. A betterselectionand
promotionalprocessis needed;trainingat all levelsofthesupervisoryspectrumis
necessary:animprovedworkethic mustbedeveloped;accountabilitymustbeclearly
assigned;andhonestandobjectiveperformanceevaluationsconnectedto performance
musttakeplaceon a regularbasis. Theseareamongthechangesneededto improvethe
servicedeliverycapacityoftheDepartment.

In thefinal chapter,FindingsandRecommendations,opportunitiesfor improvementwill
be identified. Many ofthesewill focuson waysto createandinspiremoreproductivity.
All employeesshouldexpectto work hardandcooperatewith eachotherto produce
addedvaluefor thecitizensofFresno. The positiontheyholdshouldnotbe viewedas
theirjob but rathertheobligationto servethecommunitythebestwaythey can. A
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willingnessto help others,pridein theirwork, teamworkandthetime theycommitto the
job aresomeofthevaluesthatneedto be installedacrosstheboardin the Departmentof
PublicWorks. But it is alsocritical thatwith theneedfor settingstandards,holding
managersaccountable for their actions and theactions oftheirsubordinates,terminating
theunqualifiedandpromotingteamwork,comestherequirementofprovidingemployees
with adequatetraining, compensationandapositiveworkenvironment.Changingthe
Department’sorganizationalculturewill alsorequireassistancefrom theCity Manager
andtheMayorandCouncil in theform of bothresourcesandexpectations.

Changing Organizational Culture

The Department of Public Works mustchange to copewith a dramaticallyincreasing
capitalprojectload. It will not be able to do business as it did in thepast. The upsideof
changeis that,whendoneeffectively,changewill increaseoutput,employeesatisfaction
andimprovebottom-linecosts. The downsideis inevitablebecausewhenpeopleare
forcedto adjustto change,especiallyin abureaucracy,thereis resistanceandpain.
Below aresomewaysto avoidtheerrorswhich oftenoccurwhenorganizationaichange
is madein a bureaucracy.

Major changeto anorganizationis usuallyimpossibleunlesstheheadoftheorganization
is anactivesupporter. Fortunately,theDirectorofPublicWorks is theDepartment’s
greatestad’vocatefor change.But individualsalone,no matterhow competentor
charismatic,neverhaveall theassetsneededto overcometraditionandinertiaexceptin
very small organizations. -

Efforts that lack asufficientlypowerful guidingcoalition ofleadersfrom within the
organizationcanmakeapparentprogressfor awhile. The organizationstructuremight
bechanged,but sooneror later,countervailingforcesunderminetheinitiatives. They
preventstructuralchangefrom producingneededbehaviorchange. Theykill
reengineeringin theform ofpassiveresistancefrom employeesandsupervisors.They
turnprogramsinto muddiedprojects.The establishmentof aweakguidingcoalitionwill
resultin whattoomanycommitteesturnoutto be - a slow,political, aggravatingbody
thatdevaluestheeffortsoftheheadoftheorganization.

Complacencyis frequentlythedownfall oforganizationalchange.Whenthetop doesnot
establishahigh enoughsenseofurgency,settingspecificgoalsfor accomplishmentand
holding thoseresponsibleaccountable,changeeffortswill slowly grind to ahalt. Good
workersloseinterestandbadonesdon’t haveto respond.Without theappropriatesense
of urgency,significantchangeis impossible.

Visionplaysakey role in producingusefulchangeby helpingto direct, align, andinspire
actionson thepart of largenumbersofpeople. Without a soundvision, thatis effectively
communicated,theDepartmentofPublic Workswill not be ableto makethechangesit
needsto make. It is importantthatplansandprogramsarenotsubstitutedfor vision.
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Withoutcredibleandnumerouscommunications,employees’heartsandmindsarenever
captured.Theywill simply toleratetheactivitiesofthetopbrassbutwill notparticipate
in thetransformation. TheDirectorofPublicWorksandhis guidingcoalition (thoseat
thetop oftheorganizationwho areenergetic“true believers”committedto change)will
haveto holdfrequentmeetingswith employees,involve thesupervisorsandbehavein a
wayconsistentwith thevisions. Communicationcomesfrom wordsanddeeds.Nothing
underminesorganizationalchangefaster than behaviorof importantindividualsthatis
antitheticalandinconsistentwith theverbalcommunication.

Occasionally,theroadblocksto changeareonly in thepeople’sheadsandthechallenge
is to convincethemthatno externalbarriersexist But in manycases,theblockersare
very realandoftenwell-intended. The blockersdisempoweremployeesandundermine
change.Oftentheyarekey supervisorypeoplewallowingin self-interest,ormanagers
whosimplyaren’tgoingto getwith theprogram.Wheneverbossesavoidconfronting
blockers, usually having to eliminate them from the organization, change isnotlikely.
The blockers to change in theDepartmentofPublic Worksneedto beeitherrehabilitated
or removed.The currentandfuturedemandsthat arebeingplacedon theDepartment
requiretotalcommitmentfrom all hands.

SuccessionPlanning

Successionplanningiscritical to thewell-beingofanyorganization.Becausecapital
projectsoftentakeyearsto completefrom conceptualdesignto construction,succession
planningin apublicagencyresponsiblefor large-scalecapitalprojectsis critical.
Withoutadequate~uccessionplanningandleadershipdevelopment,projectscanget
stalledby thelackoforganizationalknowledge,inexperiencedsupervisorsandeventhe
adjustmenttime it takesa competent,butnewsupervisor.

Successionplanningis not theanointingofpeopleto succeed,Successionplanningis the
consciouseffort to put into placeasystemthatprovidesfor thetraining,skill
developmentandleadershipopportunitiesof thosepeoplein theorganizationwhohave
aninterestin advancingwhenopportunitiesexist. Without somesortofplan,the
DepartmentofPublic Workswill find itself in troublewhenvacanciesin critical
positionsoccurandtheyhaveno qualified staffto consider. Thefact thattwo ofthemost
criticalpositionsin theDepartment,theCity EngineerandtheCity Construction
Engineer,havetenderedtheir retirementswithin amonthandwithin twelvemonths,
respectively,underscorestheneedforsuccessionplanning.

Developingandmaintaininga workingsuccessionplanentailsmuchmorethanthe
tentativeselectionofindividualswho arelikely candidatesto replacevacatingsenior
managers.There is a needfor aformal planthatmeasuresperformance,aptitudeandthe
interestsofthosewhowishto beconsideredfor positionsofhigherauthority. A system
thatwill formalizetheon-goingdevelopmentof qualitysubordinatesby seniormanagers
(a morein-depthprocessthanconventionalmentoring,)particularlythosewho come
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from outsidetheorganization,developanunderstandingandappreciationfor the
organization’sculture,bothstrengthsandweaknesses.
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Chapter V
Findings and Recommendations

This chaptercontainsthefindings andrecommendationsresultingfrom theOrganization
StructureReview. It addressesissueswithin theDepartmentofPublicWorksthatneed
attention. The findingsdocumenttheresultsoftheconsultant’sreviewandanalysis,and
therecommendationsidentify specificactionsthatcanbe takenor evaluatedfor actionto
respondto thefmdings. Someoftherecommendationsarecurrentlybeingimplemented
in oneform oranother.

Theresultsofthereviewpresentedin thischaptertendto focusonimprovement
opportunities.Becausetheoverallobjectiveofthestudy isto recommendimprovement
opportunities,thefindingsandrecommendationsshouldnotbe interpretedasnegatives
butratherwaysto do thingsbetter.Forexample,in its May, 2001 report,Competitive
Cities: A ReportCardonEfficiencyin ServiceDeliveryin America’sLargestCities,
theReasonPublicPolicy InstituterankedFresno,alongwith El Paso,Texasasthetwo
mostefficientcitieswith respectto streetmaintenance.This is clearevidencethatthe
City of Fresno’s Department ofPublic Works isdoing somethings exceptionallywell.
Conversely, few within theDepartmentwoulddisagreewith theconsultantthattechnical
andsupervisorytraininghasbeenlacking.

The findingsandrecommendationstypically fall within thefollowing categories:

• ProceduresandProcess;

• Restructuring;

• StaffingIssues;

• WorkplaceManagementIssues;

• PerformanceMeasurements;

• StadiumConstructionManagement;and,

• Other.

Staffing changes,including that of speedingup the hiring process,and
reorganization are of the highestpriority.
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Proceduresand Process

Finding — The Department of Public Works does not have an up-to-date set
ofDesignStandards and Specificationsnor a current library of
Specificationsfor Capital Projects.

ThemostrecentDepartment-produceddesignstandards available to the
consultantwerewrittenin 1970. Additionally,theeffort to establisha glossary
libraryofcapitalprojectboilerplatespecificationshasnotyieldedthedesired
product. The lack of a set of design standards and specificationsis extremely
costly to theDepartment of Public Works, the consultants it uses,andthe
contractorstheysupervise.Any well runpublicagencyresponsiblefor
engineeringand/orconstructionwill have a comprehensive set of design standards
andspecifications thatareupdated and distributed on a regularbasis.

Lackingasetofcurrentdesignstandardsand library of project specifications
engineers,techniciansandprojectmanagersspendanexcessiveamountoftime
preparingthenecessaryplansandspecifications for the bidding process. It is
universallyagreedby thestafftheconsultantdiscussedthiswith that8-10hoursa
monthperpersoniswastedduringthedesignandpre-bidphasesofaprojects.
The resultis oftenaproductthatrequiresexcessivereviewtime by theproject
managers,who, like thedesignengineers,do not haveacodifiedsetofstandards
to referto. It isconservativelyestimatedthat if the Department of Public Works
developeda comprehensivesetofdesignstandardsandspecificationsthe
equivalentoftwo engineerswouldbe freeto do othertasks. The financial
savingswell exceeds$100,000peryear.

Thereis alsoadownstreamcostofnothavingacomprehensivesetofdesign
standardsandlibrary ofspecifications.While apparent,it isnot aseasyto convert
to lost dollarsto theCity. But thereis no questionthatthesavingsto theCity
wouldbesubstantial.Consultantshiredby theDepartmentto do designwork do
nothaveasetofstandardsto work with, causingtheir coststo increase.
Contractorsbuild in thecostofconstructionmanagementproblemsbecauseof
interpretiveproblemswith thedifferent“standards”usedby designengineers.
The lackofadoptedstandardsalsocontributesto certainreviewproblemsby the
City’s purchasingandlegalstaff. Theproblemcontinuesattheconstruction
managementphasewhenfield inspectorsaretrying to dealwith building
problems.

Recommendation— Draft, adoptand continually update a
comprehensivesetofdesignstandards and specificationsand
maintain a glossarylibrary of current specificationsfor capital
projects.
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A competent,experiencedseniorengineerorprojectmanagerwith good
organization andwriting skills couldcompletethistaskin 30-45working
days. Thisassumesthepersonassignedto thetaskwouldhaveno other
duties andwould receive the administrative support and technicalinput
necessary.The paybackonthis investmentoflime will beexceed
$100,000peryear becauseit will allow engineersto do theirjobsmuch
fasterandreduce the review timeby projectmanagers,buyersfrom the
PurchasingDivision and lawyers from theCity Attorney’soffice.
Includedin this setof designstandardsshouldbethecurrentboilerplate
formsrequiredby theCity.

While it is noted that the Department presently hasunderwayaneffort to
accomplish thistask,it would appear that neither the rightpersonhasbeen
matchedfor thejobnor is thetaskofsufficient priority. Giventhe
magnitudeofthereturnon investment,thisproject shouldstart
immediately. Oncecompleted,the Department will need to devote
sufficient resourcesto adequatelytrainstaffandeducatetheconsultants
andcontractorswhowork for theCity.

Finding— TheCity’s processfor reviewingbidandcontractualdocuments
needsstreamlining.

OncetheDepartment’sprojectmanagershaveassembledthebid documentsa
significantbutunnecessarytime delayoccursasaresultofthePurchasing
Division’s involvement. Whileprofessional,competentandserviceoriented,the
buyers(thepositionwhich reviewsPublic Workscontractsbeforebidding) are
busywith othertasksandfrequentlyfind themselveshavingto rewritecontract
documentsfor thereasonsstatedin theprecedingfinding. Duringtheinterview
process,seniorDepartmentofPublicWorksstaffcomplainedthatit wasnot
uncommonfor projects to remain in thecustodyofthePurchasingDivision for
30-60days. This is acostly andunacceptableeventfor aprojectconceivedto
servethepublic.

Sections3-105through3-1 11 oftheCity ofFresno’sAdministrativeOrder
clearlyrequirethatbidsshallbefiled, tabulatedandanalyzedby the“purchasing
agent.” However,thereis nothingthatwouldleadoneto concludethatthe
standardprocessfor theadministrationandmanagementofengineeringand
constructioncontractsshouldnotbeusedby theCity of Fresno’sDepartmentof
PublicWorks in thebid preparationphase.Inthemajorityofpublic agencies,the
projectmanagerassumestheresponsibilityfor processingbid documents.As it is
currentlybeingdoneby theCity ofFresno,theprojectmanagerstendto
“disconnect”andabdicatemoreresponsibilitythanis thenorm.

Recommendation— Changethe current bid preparation and letting
processby placing greater responsibility on the project manager.
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The processwhichisbeingusedby theCity ofFresnotendsto over-
involvethePurchasingDivision buyersanddisengagestheDepartment’s
project managers.The standardmethodologyfor managinga public works
capitalproject in apublic agencyis to assignthebulk oftheresponsibility
to theprojectmanager(usuallyaprofessionalengineer.)A competent
project managershouldbe able to assembleall ofthedocumentsnecessary
to let abidexceptin themostunusualofcircumstancesandshouldbeheld
accountable for doing so,

Changesin purchasingprocedures,lawsandpoliciesshouldbeforwarded
to theDepartmentofPublicWorks in atimely mannerfor inclusionasa
componentofthe comprehensivedesignstandardsand specifications. The
role ofthe PurchasingDivision’s buyer shouldbe that ofadministrative
review,biddingmanagementandanalysis. TheDepartmentofPublic
Works’ project managersshouldbe heldaccountablefor developingplans
andspecificationsthatwill requireminimal involvementby the
Purchasing Division. Their goal shouldbe a setofbid documentswhich
arecomprehensiveandcomplete.

Along with thegoalthattheprojectmanagerspreparea“finishedproduct” (
with respectto finalbid documents,is theneedfor thePurchasing
Division to turn aroundtheformalbids in a reasonable time. The
Purchasing Division’s proposed 6 day turnaroundtime in theMayor’s
ProposedBudget,2001-2002is a reasonablestandard.

The changewherebytheprojectmanagerwouldassumeresponsibilityfor
preparingbiddocumentsoffmalqualitywill requireasignificanteffortby
boththeDepartmentofPublicWorksandthePurchasingDivision. In
order to write a comprehensive set of design standards andspecifications
whichincludethepurchasingrequirements,designengineersandproject
managerswill needadditionaltrainingandtechnicalassistanceto facilitate
thetransition. It is suggestedthataPurchasingDivisionbuyerbe
dedicatedto theDepartmentofPublicWorksduringthetransitionperiod.
In additionto assistingprojectmanagersputbidpackagestogether,the
dedicatedbuyershoulddevelopatrainingprogramthatcanbe usedto
traincurrentandfuture staffwith respectto bid packagedevelopment.
Oncethe transitionhasbeencompleted,thenthe“designatedbuyer” from
thePurchasingDivision shouldspend50%ofher/histimeonsiteassisting
thePublicWorksstaffandtheremainingtimein thePurchasingDivision
to staycunentwith purchasingmatters.

If possible,theCity Attorney’sOffice shouldprovidetheDepartmentof
PublicWorkswith asmuchboilerplateandtrainingaspossibleto reduce
theamountof timeaprojectis detainedbecauseoflegal review. The
DepartmentofPublicWorksstaffshoulddeviseasystematicway to
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obtaininputfrom theCity Attorney’sOffice asearlyin theprojectprocess
aspossible. TheDepartmentofPublicWorksshouldalsoinput
informationfrom theCity Attorney’sOffice, ona regularbasis,to the
designstandardsandspecificationsthatareprovidedto designengineers
andproject managers.

Exhibit V-A compares the existing process against one that can be
accomplished with the changes discussed in the preceding. While the
Purchasing Division andCity Attorney’s Office play an important role in
theprocess,theresponsibilityfor expeditionshouldbethatoftheproject
manager.

Finding — The Department ofPublic Works doesnot have an up-to-date set
of personnelpolicies to govern the behavior of its staff.

With the exceptionof theOperatingRules& ProceduresManual developedby
theStreetsMaintenanceDivision, thereappearsto be no setofpersonnelpolices
thatgovernworkplaceactivitiesandrequirementsfor theDepartmentofPublic
Works.
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Recommendation— Developand maintain a setof operating rules and
procedures.

The Departmentis large enoughand performs sufficiently unique tasksto
warrantits ownrulesand procedures. A model of this document might be
the Streets Maintenance Division’s OperatingRules& Procedures
ManuaL Thesepolicies,necessaryfor changingtheDepartment’sculture,
should be consistent with the City’s personnel policies, yet designed for
those who work in the various divisions of the Department of Public
Works.

CT.

Restructuring

Finding: The Department ofPublic Works’ recently reorganization plan is
yet to be fully implemented.

Recommendation: Completethe reorganizationplan, incorporating
thosewhich are recommendedin this sectionof thereport.

1~

Finding — The Administrative ServicesDivision is supervisedby an
ManagementAnalyst III.

TheAdministrativeServicesDivision shouldbe supervisedby aDivision
Manager who hasequalstatuswith theotherDivision Managers.

Recommendation— Create the position ofAdministrative Services
Division Manager and fill it immediately.

Thecomplexityandvolumeoftasksassignedto theDivision requirethat
it bemanagedby a skilled andcompetentpersonwhohasthe
classificationofDivision Manager.TheManagementAnalyst III who
currentlysupervisestheAdministrativeServicesDivision is morethan
capableofassumingthedutiesofAdministrativeServicesManager. It
shouldbenotedthatthisrecommendationis cunentlyincludedin the
proposedbudget.

Finding— Manyof thefunctionsin theTraffic OperationsDivision couldbe
assignedto otherdivisionsandsections.

As currentlyconfigured,manyof theactivitiesin theTraffic OperationsDivision
areisolatedfrom certainworkunits. This isproblematicfor anumberof
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operational andreportingreasons.The eliminationofthisDivision would
streamline the operations of the Department of Public Works.

Recommendation— Eliminate the Traffic Operations Division through

the reassignmentof its activities.

The Traffic Operations Division should be replacedby:

• AssigningTraffic OperationsandtheOperationsCenterto the

Transportation& GrantsSectionin EngineeringServices;

• Assigning the traffic design function to the Design Services

Section in the Engineering Services Division;

• Combining the positions ofCity EngineerandTraffic Engineerfor

improvedorganizationalmanagement;

• Placing the duties of parkingcitationcollectionin theUtilities

Billing andCollection Section;and,

• AssigningParkingEnforcement,includingtheissuanceofparking

permitsto theStreetsMaintenanceDivision.

Exhibit V-B illustratestheproposedDepartmentofPublic Workschange
at thedivision level. TheAdministrativefunction is elevatedto adivision
statusandtheTraffic OperationsDivision iseliminatedby assigningits
functionsthroughout the Department ofPublicWorksandPublicUtilities
Department.

Finding: The Specification Review Section is too small to warrant section
status.

As currentlyconfiguredthis workunit doesnotrequirethesupervisionofa
SectionSupervisornorshouldit be designateda section.

Exhibit V-B
Proposed Department of Public Works

Organization Chart

Director of Public
Works

___________ En~ineerirtoh~ ___________ Maintenanc~j
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Staffing

Recommendation— CombineSpecificationReviewwith Design
Services.

By combiningthesetwo sectionsthefunctionsofspecificationreviewand
designcanbe bettermanagedandits servicesdeliveredmoreeffectively.
A singlesupervisorshouldmanagetheseactivities. Thiswouldreducethe
sectionsin theEngineeringDivision from five to fourasillustratedin
Exhibit V-C.

(
C

Finding: Both the City Engineer and City Construction Engineerare
retiring without replacementshavingbeenselected.

BelowtheDirector, thesearethetwomostimportantpositionsin theDepartment
ofPublic Works. Bothpositionsmustbefilled by extremelycompetentand
visionaryengineerswho areskilled constructionmanagerandleaders.

Recommendation: Conduct a simultaneousnational searchfor the
City EngineerandConstructionEngineerpositions.

Keepingin mindthattheCity ofFresnois oneofthenation’slargest
cities,with manycomplexengineeringandconstructionprojects
scheduledduring thenextfive years,everyeffortshouldbemadeto hire
thebestpossibletalentfor thesepositions. Sincetherearerelativelyfew
menandwomenwith thenecessaryexperienceandcredentials,theCity
shouldconsiderusingasearchconsultant.

Finding: The current processfor recruiting engineersis not effective.

Recruitingattemptsby theDepartmentarenotproducingcandidateswith theright
combinationofeducation,experienceandoperationalstyle. A newapproach
needsto be developedto attractqualified candidates.
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Recommendation: Usethe national searchfor the City Engineer and
City Construction Engineerasan opportunity to developa recruiting
program that highlights the multi-level and promotional vacancies
and opportunities.

An opportunityexists to develop an eye-catchingadvertisementthat
highlightscareerpathopportunitiesin California’ssixth largestcity.
Giventheimportanceoffilling a significantnumberofpositionsin the
Department, this is anopportunitythatshouldbeexploited.

Finding: The management cadre has little formal supervisory training.

Whilesome supervisors havematuredinto their management roles, there are
those who lacktheskillsnecessaryto effectivelymanageworkunits. Mostofthe
supervisors,including divisionheads,havenothadanyformal management
training. Theresultisoftena basicsupervisorylimitationbecauseofalack of
managerialknowledge with respect to communicating, employeemotivation,
projectscheduling,workloadassignments,performanceevaluationsandgeneral
personnelmanagement.

Recommendation: Useformal supervisory/managementtraining asa
prerequisite for the recruitment and selectionof new supervisorsin
the Department ofPublic Works.

Many oftheDepartment’scurrentmanagementproblemscouldbe
minimizedby requiringthoseinterestedin supervisorypositionsto
competeon thebasisofmanagerialtrainingaswell asengineeringskills.

Recommendation: Promote supervisorsandmanagerson their ability
to effectively managetheir subordinates.

Includein theperformanceevaluationofsupervisors,standardsdesigned
to measuretheiraccomplishmentswith respectto staffdevelopment,
adequateworkloadassignments,projectcompletion,etc.

Recommendation: Developa training program for newly appointed
supervisors.

It would bebeneficial if theHumanResourcesDivision would assistthe
Departmentof PublicWorks in developingaformal trainingprogramfor
newlypromotedsupervisorsaswell asthosewho arecurrentlyin
supervisorypositions. PublicWorkssupervisorsneedtraining in
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leadership,howto motivateemployees,teamworkconcepts,customer
service, diversity management, workplace issues and thepreventionof
sexualharassment.Theyalsoneedto learnto be effectivemotivators,
delegatorsandtrainers.Thereturnon investmentwill be anupgradingof
theindividualandcollectivemanagerialskills in thePublic Works
Departmentwith asubstantialincreasein organizationalproductivity.

I
Finding: The standardsfor project managementaccountability are deficient.

Project managers arenotheldaccountableto thedegreenecessary.Tradition,
civil servicerulesand regulations, and the organization’s culture contribute to
this. r

Recommendation:Specificperformancestandardsneedto be
developedandappliedsothateachprojectmanagercanbeheld
accountablefor thestatusofjobsunderhis/hercontrol.

Projectmanagerswhoperformat anacceptablelevelshouldberetained
and rewarded. Project managerswho cannoteffectivelymanagetheir
projectsshouldbereplaced. Thecostto theCity ofFresnois simply too
highfor theDepartmentofPublic Worksto acceptsub-standard
performancefromanyofits projectmanageriThereareavariety of
commonlyacceptedstandardsusedbythecivil engineeringand
construction managementprofessionsto measureperformanceofproject
managers. The DirectorofPublicWorks,with assistancefrom the
HumanResourcesDivision, shoulddevelopa setofstandardsandapply
themwhenevaluatingtheperformanceofprojectmanagers.

Finding: Vacantpositions that needto be filled remain open.

TheDepartment’sworkload,andin certainsituationstheabsenceofqualified
personnel,aresuchthattherecruitmentandselectionprocessneedsto be
accelerated.Onaroutinebasismangersatall levelsareforcedbecomedirectly
involvedwith basicdepartmentaloperations.The apparentinability oftheCity to
fill vacantpositionsis resultingin worksimplynot gettingdone. For example,
theinability to fill traffic maintenancepositionsresultsin ignoringhigh labor-
intensivefhnctionssuchasschoolcrosswalkstenciling. Anotherexample,the
inability to fill thesenioraccountantpositionhasforcedstaffto lessenthepriority
of themonitoringoffederalcapitalbillings andothermilestonesthathavea
financial ability to invoice work expensedby theCity.

Recommendation: Vacant positionsshould be filled immediately.
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GiventhescopeandcomplexityofthecapitalprojectstheDepartmentis
responsiblefor, andthefactthatcritical work isgoingundone,the
Departmentshouldbe allowed to recruit and hire qualjfiedpersonnel
immediately. The inability ofthe Department to fill critical positions
during the past six monthshasseverelylimited operationaleffectiveness.

Finding: Someexemptcategoryemployeesfeeltheyare entitled to working
lessthan a forty (40) hour week.

Therearenumerousreasonsthisisoccurring. Amongthemarepoorsupervision,
traditionandorganizationalculture, ineffectiveperformanceevaluationsanda
bureaucraticattitude. Contrastingthis aretheexemptemployeeswho put in long
hours,takepridein theftworkandproduceanexceptionalproduct.

Recommendation:Devisea systemthatwill motivateall exempt
employeesto putin afull andproductiveworkday.

Allowing thecurrentpracticeto continuehasademotivatingeffecton the
workforceandis alwayscontagious.Theresultcausesothersto work
longerthannecessary,projectsto be delayedandlowworkplacemorale.
In the end,the taxpayer absorbsthe costsinherent with this organizational
deficiency. Acomprehensiveandformalprocessneedsto be developed
wherebythestatusandcompensationof beinganexemptemployeecarries
with it theresponsibilitiesofpositiveleadershipandgoingtheextramile
whennecessary.Whenprojectsgetbackedup anddeadlinesarenotbeing
met,exemptemployeesareobligatedto workovertime.

Finding: Without increasing the overall competency and work ethic of the
supervisors,theDepartmentofPublicWorkswill struggleto handlethe
capita! projects which have beenapproved

Thereare,withoutquestion,someextremelycompetentsupervisorsandengineers
in theDepartmentofPublicWorks. In fact,withoutan improvementto their
compensationpackageandwork environment,theseprofessionalsbecome
inviting largetsfor otheragenciesandsearchconsultants. But theproject
scheduleforthe future demandsthatall ofthesupervisorsandkey staffcontribute
ata highbut notunreasonablelevel.

Recommendation: Replacethosewho do not meetthe Department’s
standards for performance.

In theabsenceofspecificperformancestandardsandaconsistentsystem
ofevaluation,projectmanagersandotherseniorstaffwho areprotectedby
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civil servicecannotbe demotedor discharged.Thecurrentpracticeis to
eitherre-assigntheseindividualsor give theftworkloadto someonemore
willing and competent. The result is lowmorale andproductivity. To
correctthistheDepartmentmustinvestin the trainingandeducation C
processnecessaryto establishthebenchmarksfor standards.It mustalso
adopt/createa culturewherepeerexpectationsarehigherthanthestated
performancestandards. -

Finding: Themanagersof theEngineeringServices,CapitalManagement
andStreetsMaintenanceDivisions are under-classified.

The scopeofresponsibilitiesassignedto thesepositions,in additionto those
whichwill exist lithe Traffic OperationsDivision iseliminated,is sufficientto
havethem up-graded.

Recommendation: Re-classifythe manager ofthe Engineering
Services,Capital Managementand StreetsDivisions to E-2.

Becauseofthependingvacanciesin theCity Engineerposition,which
shouldassumetheTraffic Engineerresponsibilities,andtheCapital
ManagementEngineer,areclassificationshouldtakeplacein orderto be
competitivein thejobmarketplace.Thereassignmentoffunctionsfrom
theTraffic OperationsDivisionto theStreetsMaintenanceand
EngineeringServicesDivision alsoconiributes to thejustification of this
recommendation.

Finding: Thenumberofpositionsin theclassificationsofSupervising
Professional Engineer/ChiefEngineeringTechnician is excessiveand certain
functions canbe combined

Elevensupervisingprofessionalengineersisexcessivegiventhenumberof single
personsectionassignmentsor thefunctionalconsistencyoftheworkassignedto
varioussections.SomeoftheSupervisingProfessionalEngineersareoneperson
sectionsandsuperviseno staff.

Recommendation:Combinefunctionsandeliminate4 to 5
SupervisingProfessionalEngineer/ChiefEngineeringTechnician
positions.

The absenceofsolid performancemeasurementsandaccountabilityin a
public engineeringagencywill oftenresultin too manysupervising
engineersThis iscurrentlythecasein theDepartmentofPublic Works.
Approximately40%of thethesepositionscouldbeeliminatedby comb
functionssuchasSpecificationReviewwith DesignServices.Theresult
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will begreaterproductivity,bettercommunicationsandfewer
organizationalobstacles.

Finding: Thepositionclassificationof thesupervisingprofessionalengineer
is notcommensuratewith theresponsibilitiesoftheposition.

If eitheroftherecommendationsin theimmediateaboveareimplemented,then
thepositionofsupervisingprofessionalengineerneedsto beup-graded.

Recommendation:Up-gradethe supervisingengineerpositionto E-3.

In additionto up-gradingthepositionit shouldbe givenat-will statusso
theDepartmentofPublic Workshasgreaterflexibility with respectto job
assignments.

PerformanceMeasurements

In orderto achievebettersupervisionofits projectstheDepartmentofPublicWorks
shouldsupplementtheCity’s budgetformatwith a departmentalProgram/Performance
Budget.The way inwhichtheDepartmentis organized,andits on-goingcollectionof
data,wouldmakethetransitionto aprogramlperfonnancebudgetrelativelysimple. The
budgetformatusedby the City containsmuchoftheinformationusedin aprogram/
performancebudget. Forexample,theCity’s currentbudgetdocumentassignspeopleto
sectionlevel work unitsandidentifiesgoalsandperformancemeasurements.Themajor
advantagesofusingthisbudgetin theDepartmentofPublic Workswouldbethe
assignmentofresponsibilityto supervisorsandprojectmanagersin awaythatwould
makethemmoreaccountable.

Finding: Thereis a tendencyto view theDepartment’sbudgetasan
accountingexerciserather than a managementtool.

This approacheliminatestheuseofthebudgetasamanagementtool thatcanbe
usedto monitorprogramsandthepeopleassignedto managethem.

Recommendation: Transition to a program/performance budget.

This changewill allowtheDepartmentto do abetterjob of sharing
informationwith thepublic, city council andCity Manager’sOffice about
maintenanceandcapitalprogramsandprojects. It canbeusedasawayto
prioritize expenses;authorizenewprogramsandestablishresponsibility
throughouttheDepartment.

Finding: The performancemeasurementsusedby the Department could be
improved.
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Eachdivisionin theDepartmentidentifiesits perfonnancemeasurementsin the
annualbudget. However,someofthoselisted cannottruly measureperformance.
Forexample,in theAdministrativeDivision alistedperformancemeasurement
is “grantsappliedfor.” A betterperformancemeasurementwouldbe “valueof
grantsreceived.”Anotherexamplewhich is foundin a number ofdivisional
budgetsis “customersatisfaction.’ Unfortunately, therenowayto knowwhat
establishescustomersatisfaction.Customersatisfaction,asaperformance
measurement,shouldbelinked to asurveyinstrument,polling process,complaint
documentationorsomeotherquantifiableindicator.

Recommendation:Useonly meaningfulandtangibleoutputsas
performancemeasurements.

If theperformancemeasurementshavenomeaningfulpurposethenthey
will notbeusedfor anythingotherthana datacollectionexercise.
Performancemeasurementsmustalsobespecific,quantifiableand
measurable.Forexample,“percentofworkorderscompletedin fourteen
days,”traffic signalsmaintained,”and “capital projectsmeeting
scheduleddeadilines”aremeaningfultasksthatcanbemeasured.

Finding: Performancemeasurementsare not included on the annual
performance evaluationdocumentusedby the Department of Public Works.

By notincludingspecificgoalsandmeasuresofperformanceon theform usedto
evaluateemployees,thereisno assurancethattheyand/ortheirsupervisorsare
beingheldaccountablefor whattheyhave,orhavenot,accomplished.

Recommendation: Performancemeasurementsshould be usedmore
extensivelyas indicators of supervisoryperformance andlinked to
their annual evaluation.

Goalsfor performanceshouldbemutually establishedby theemployee
andhis/hersupervisoraspartoftheevaluationprocess. The goalsshould
be connectedto specificmeasurementssotheperformanceofthe
individualcanbemeasuredwhentheyarereviewedagain(usually
annually). Measurableperformanceis thenusedto hold theindividual
accountablefor his/herresponsibilities.

Stadium Construction Management
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Althoigh earlierin thisreportreferencewasmadeto certainproblemswith respectto
overall contractresponsibility,andthepossibilityofexcessivechangeorders,thereis
everyindicationthat theCity hasassembledawell qualified andhighly motivated
StadiumAdvisory Committee. Thereare,however,somerecommendationsthatwill
benefittheoutcomeofthisproject.

Finding: The construction managementconsultantneedsto be assignedto
this project on a full-time basis.

Accordingto informationprovidedto theconsultant,thecommittee’sconstruction
managementconsultant(anexperiencedP.E.)wasretainedto workonthis project
ona one-halfdaybasis.

Recommendation: The committee’s construction management
consultantshouldbeassignedto this project on a full..time basis.

By doingthistheDirectorofPublic Workscan spendlesstimeon the
stadiumprojectandthe likelihood ofcontrolling costsincreases
substantially.

Finding: The responsibility for financing and processingcostoverruns
needsto be established. -

Budgetamendmentproceduresandpaymentadministrationresponsibilitiesare
keysto thetimely flow oftheStadiumProject. ProvidingtheMayorandCouncil
reviewofbothrequiresclosecoordinationin orderto avoidaffectingconstruction
scheduleswhich aredrivenby anopeningdaycommitment.

Recommendation: The appropriate memberof theFinanceDivision
or Department ofAdministrative Servicesshould be addedto the
StadiumAdvisory Committee.

As theprojectprogressessowill thecomplexity ofthefinancialissues
surroundingtheconstructionofapublicbaseballstadium. TheCity’s top
financial staffwill needto work with theconstructionmanagementstaff
on avery routinebasis. -

Other

Finding: The individual work areasfor the Capital ManagementInspectors,
Surveyorsandfield personnelareinadequate.

Housedin the facility locatedat 1919McKinley, theseemployeeswork in very
limited spaceswhich contributesto acertainamountof inefficiency.
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Recommendation: Secureadditional spacefor this work unit.

As theCity growstheneedfor additionalpersonnelin theInspection&
SurveySectionwill increase,furthercompoundingthespaceproblem.

- Considerationshouldbegivento theuseoftemporarystructuresasaway
ofattainingadditionalworkspace.While aminorremodelis plannedfor
FY02 to makethe building more functional, this, however, is recognized
asatemporarymeasure.

Finding: The current location of the Inspection & Survey Section serves to
limit the working relationship betweenproject managersandthe project
field personnel.

Thephysicalseparationofthebuildingsthathousetheprojectmanagersandthe
inspectorsandsurveyteamsresultsin supervisory,communicationsandlogistical
problemsthatcauseadisconnectbetweenthegroups.

Recommendation: Developa facility plan that contemplatesthe
merging ofthesetwo functions in onefacility.

In the absenceofthat, provide eachwith adigital cellularphoneandother
necessarytechnologyto makecommunicationsbetweenprojectmanagers

- and field personnel easier.

Finding: Providing traffic signallsignmaintenancefor other jurisdictions is
a timeconsumingeffort andplacesan unnecessaryfinancial burden on the
City.

The effort requiredto providethismaintenanceassistanceto FresnoCounty,
Clovisandothermunicipalitiesplacesa significantstrainon theDepartmentof
Public Works. DistancebecomesafactorwhenDepartmentcrewshaveto travel
asmuchas75 miles to work onaproject. Additionally, theCity ofFresnopays
theassociatedutility bills for theseagencies,andtheresultinginvoiceprocessing
effectivelyresultsin theCity of Fresnofinancingutility bills for theseagencies

Recommendation: Discontinuethis service.

The Departmenthasalreadysentoutnoticelettersto affectedagenciesof
thediscontinuanceofthepaymentofother-agencyutility bills, effective
July 1, 2001. If thereareno political, joint-powersormutual-aid
consequences,thenthispracticeshouldbe discontinued.Although
difficult to calculate,theadministrativeandmanagerialcoststo an agency

S
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providingservicesto anotherjurisdictionarebothconsiderableand
inetrievable.

Finding: Thereis afeelingby certainstaffthat thereis not sufficientlegal
assistancefrom theCity Attorney’s Office.

Somedivisionmanagersfeelthatthelawyerswho reviewcontractdocumentsare
notsufficientlyflexible andaretoo rigid in theirinterpretationofordinances,
resolutions,legislativeactsandcontractlaw.

Recommendation: The AssistantCity Manager shouldreview the
concernsof thoseinvolved from the Department of Public Works and
City Attorney’s Office.

While it isnotunusualfor an operatingdepartmentto believethatits
effortsarebeingrestrictedby overly-conservativelegaloversight(which
is frequentlynotthecase)inter-departmentalfriction canbereducedand
collegiality increasedif theCity Manager’sOffice conductsathorough
reviewofissues.

Finding: There appear to be opportunities to improve servicesto the
public through the increaseduseof electronic government(e-government)
technologiesandsystems.

Every effortshouldbemadeto getthepublicandthecustomerstheDepartment
ofPublic Worksserves“on-line” ratherthan“in-line.” Theprocessingof requests
for information,permitreviewandapprovalandallowingthepublicto conductas
muchbusinessaspossibleareamongtheobjectsofthis effort. Althoughthe
Departmenthasutilizedcomputerizationofsystems,effortsto continuethe
implementationofG.I.S. andotherautomationeffortsneedstrongsupportand
fiscal assistanceto be successful

Recommendation: The Public Works Department shoulddevelop an
enabling strategy to improve its electronic government (e-
government)services.

By increasingtheuseofAutomatedVoice Response,an intranetandthe
Internet,theproductivitylevel of thestaffwill risealongwith adding
convenienceto thepublic it serves.

Finding: Payment for traffic citations is made on the fourth floor of the City
Hall.
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This practicecausesanunnecessaryinconvenienceto thecitizenand canbe
disruptiveto theDepartmentofPublic Works.

Recommendation:Providefor thepaymentofparkingcitationsto be
handledby the Utilities Bffling and Collection Section.

This isconsistentwith anaforementionedrecommendationandwould
locatethepaymentofparkingcitationson thefirst floorofCity Hall.

Finding: In certaininstancesaposition(s)is beingfilled by apersonlacking
the appropriate qualifications.

Thereisevidencethatcertainpositionsarefilled with individualslackingthe
necessarytraining,certificationorprofessionallicense.This oftenslowsdown
theprocessandaffectstheproductin anegativeway.

Recommendation: Reviewthe credentialsof eachsupervisorand
professionalposition for qualification.

Thisprocessshouldleadto there-training,re-assignmentor terminationof
thosewhoareperformingdutiestheyarenot cEpialifled for.

Finding: TheCity Managerhasassigneda seniorCOM staffmemberto
assistthe Department ofPublic Works.

In aneffort to assistwith theworkloadmanagement,theCity Managerrecently
assignedaseniormemberofhis staffto theDepartmentofPublicWorks. This
individual shouldbe directlyinvolvedwith theimplementationofthese
recommendations.

Recommendation: Assignthe CMO’s staff member in the
Department of Public Worksimplementationresponsibilityfor the
recommendationsin this report.

Reportingdirectlyto theDirectorofPublic Works,this seniorstaff
membershouldmanagetheimplementationofthoserecommendationsin
thisreviewidentifiedfor implementationby theCity Manager.
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Chapter VI
Implementation Plan

Inthis chapteranimplementationplanwhichidentifiesthepersonorpersons
responsiblefor takingactionis suggested.Thepriority ofeachrecommendation
ismadeonascaleofoneto three. Theimplementationplanin this chapter
correspondswith theorderofrecommendationsmadein ChapterV.

PrepareDesignStandards
andSpecifications.

Improvebid Jettingprocess.

Preparedepartmental
rulesand procedures.

Completeexistingre-
organizationplan.

Re-classAdmin. AnalystIII
to Adniin. ServicesMgr.

ReassignTraffic Operations
to otherdivisions.

CombineSpecificationReview
with DesignServices.

Recruitfor City Engineer
& CapitalMgt. Engineer.

Developanew, aggressive
recruitmentprogramfor engineers.

Developatrainingprogram
for supervisors.

Developa trainingprogram
for newlyappointedsupervisors.

Person(s)Responsible
for Implementation

Directorof Public Works
ConstructionManagementEngineer

Asst. City Manager
DirectorofPublic Works
City Attorney
ConstructionManagementEngineer
PurchasingManager

AdministrativeServicesManager

Directorof Public Works

HumanResourcesDivision

DirectorofPublic Works

Directorof PublicWorks

HumanResourcesDivision
DirectorofPublicWorks

HumanServicesDivision

Directorof Public Works
Administrative ServicesMgr.
HumanResourcesDivision

Director of Public Works
AdministrativeServicesMgr.
HumanResourcesDivision

Recommendation Priority

I

I

3

2

3

3
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Developprojectmanager
performancestandards

Fill vacant positions
with qua!Uled people.

Insurethatemployeesare
working therequiredhours

Developameansto rehabilitateor
terminateemployeeswhoperform
unsatisfactorily

Re-classifycertainDivision
Manager positions to E-2.

Reduce Supervising Professional
Engineer positions.

Re-classify supervising professional
engineertoE-3.

Transition toa program!
performancebudget

Improvetheperformance
measurements used in DPW.

Incorporateperformancemeasurements
in theannualperformanceevaluation.

Assign theconstructionmgt.consultant
to thestadiumprojectfull-time.

AssignFinanceDivision staffto the
StadiumAdvisory Committee

Secureadditionalspacefor the
CapitalManagementInspectors,
Surveyors& field personnel.

LocateProjectManagers,Inspectors
andSurveyorsin samefacility.

Studythediscontinuationofproviding
traffic maintenanceservicesto other
jurisdictions.

Person(s)Responsible
for Implementation

DirectorofPublicWorks
HumanResourcesDivision

HumanResourcesDivision

Directorof PublicWorks

DirectorofPublicWorks
AdministrativeServicesMgr
HumanServicesDivision

DirectorofPublicWorks

Directorof PublicWorks
HumanResourcesDivision

Directorof PublicWorks
HumanResourcesDivision

AdministrativeServicesMgr

DirectorofPublicWorks
DPW division managers

DirectorofPublic Works

Directorof PublicWorks

City Manager
Directorof AdministrativeServices

Directorof PublicWorks

Directorof PublicWorks

Asst. City Manager
Director of Public Works
StreetsMaintenanceManager

Recommendation Priority

I

1

1

1

I

3

2

3

1

I

3

3

3
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Improverelationswith City
Attorney’sOffice.

Enhancee-govcrnmentactivities.

Locateparkingcitation payment

to the 1st floor ofCity Hall.
AssignCMO stafferimplementation
ofrecommendationsapprovedby
theCity Manager.

Recommendation

PersonResponsible Priority

for Implementation

City Manager 2

AdministrativeServicesMgr. 3

DirectorofPublicWorks 3

DirectorofUtilities

Director of Public Works 1
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Exhibit C
Consultant’s Credentials

William E. Kirchhoff

Work Experience
ManagingPartner,Kirchhoff& Associates,ManagementConsultants1997 - present

N City Manager,RedondoBeach,CA (pop.65,000)1991-1997
City Manager,Arlington,TX (pop.275,0(X)) 1984-1991
City Manager,Lakewood,CO(pop. 130,000)1980-1984
City Manager,Wheaton,IL (pop.40,000)1973-1980
City Administrator,GlendaleHeights,IL (pop.15,000)1972-1973

* DirectorofPublicWorks,Wheaton,IL (pop.40,000)1971-1970
• U.S. Army CorpsofEngineers,1968-1970

Education andProfessionalDevelopment
M.A.,NorthernIllinois University
B.S.,WisconsinStateUniversity
HarvardProgramforSeniorGovernmentExecutives

• MIT Programfor UrbanExecutives
CSUUrbanExecutiveProgram

University Faculty and TeachingAppointments
* Universit9ofSouthernCalifornia,GraduateSchoolAdjunctFaculty

CaliforniaStateUniversity,GraduateSchoolAdjunct Faculty
• UniversityofColorado,GraduateSchoolAdjunctFaculty

• - UniversityofTexas,GraduateSchoolAdjunctFaculty
• SeniorInstructor,U.S.AnnyEngineeringSchool
N AdjunctFaculty,InternationalAssociationofChiefsof Police

AdjunctFaculty,NorthwesternUniversity Traffic Institute
• Lecturer,PoliceExecutiveResearchForum,HarvardUniversity

Distinguished Awards and Appointments
• BronzeStarAwardfor Servicein Vietnam
• CATO Institutesmostefficiently managedlargecity in the1980’s
• UniversityofGeorgia’sVinsonInstitute’sMostRecognizedPublicManagerAward

U.S.DepartmentofJustice’sCommunityOrientedPolicingResourceBoard
N Commissioner,Commissionon Accreditationfor Law EnforcementAgencies
N Member,GovernmentalAccountingStandardsAdvisoryBoard
N OutstandingFinancialManagementAward, FederalExecutiveBoard

InnovationAward, DenverCouncilofGovernments
N City ManageroftheYear Finalist,StateandCity Magazine
• AcademyMember,InternationalCity/CountyManagementAssociation

• Public SafetyAward,InternationalCity/CountyManagementAssociation
HarvardUniversityCaseStudySubjecton budgetretrenchment

• LifesavingCommendation,GlensideFireProtectionDistrict
• Chairman,ICMA’s LegalAgreementsCommittee
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